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Abstract
Using delegation in youth ministry is not simply a practical matter of getting more done. It
is a way to increase the potential for spiritual growth in youth, training young adults in ministry
as well as modeling a loving, nurturing relationship in the leadership team. Being a nurturing
leader sets the example of Christian love that inspires youth, leaders and support staff alike.
Nurture often functions as the oil that keeps the wheels turning in ministry, not only between
leaders, but also inspiring youth in feeling loved and noticed.

Theology of Ministry
Jesus tells us to love another (John
13:34-35). He says that when others see our
love, they will know that we belong to him.
Jesus himself taught his disciples the
kingdom of God is built on God’s love that we
receive freely, and then give freely to others.
“Dear friends, let us love one another, for
love comes from God. Everyone who loves
has been born of God and knows God
(1 John 4:7).” Knowing God means seeing
others with his eyes. This drives us to nurture
the people we come in contact with, meeting
their needs. Working together for the kingdom
of God means humbling ourselves as Christ
did and sharing the responsibilities with
others according to the spiritual gifts and
talents we have been given. Christ’s training

of his disciples exemplifies a blueprint for
delegating leadership. He selected them,
trained them by watching his example, sent
them out on shorter trips to teach people
about the kingdom, and then left them with a
mentor, the Holy Spirit, when they were ready
to lead on their own.

Introduction
A delegating ministry means giving young
leaders ownership of the process of
organizing youth ministry, together with a
youth leader mentor. In this way, the youth
ministry is enriched with the input and
creativity of the young volunteer leaders. And
while the job gets done, they also receive
training during the process. This is important
for the practical and training aspects as well
as the impact a good team of leaders can
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make on the youth. When the leaders enjoy
spending time together and form a cohesive
unit of mutual respect, the teens and youth
notice. “The youth in your church and
community will often judge the attractiveness
and validity of the gospel by the relationships
which the staff members have with one
another (Gane, 1997, p. 196).” Combining
delegative leadership with nurture prevents
this youth ministry model from becoming a
detached and distant.

Explanation – It Really Is That
Simple!
The reason I combine delegation and
nurture is that both complement each other in
making this model of youth ministry work. As
leaders, we need to always be open for
training more leaders, and they are often
found among the young adults or youth in our
churches. But it involves being a youth leader
who places the good of the youth ministry
higher than one’s control of the ministry. If
authoritarian control is your leadership style,
this will be very difficult to accomplish. But a
leader who appreciates and shares with the
youth will find that the youth ministry gains
incredible enrichment from the insights of the
volunteer leaders. They know the youth and
have a variety of experiences that make a
greater array of ideas and contacts.
Barry Gane describes the process of
delegation and training in this way, “To begin
with you, as the leader, will be concerned with
the task, making things happen. You will
become more and more supportive of the
individuals in the group who are carrying
responsibility and finally as they move toward
maturity you will be able to step back and
allow the group to grow under its own
leadership (Gane, 1997, p. 76).”
Delegating really can be easy, provided
the leader’s perspective and style trains and
enables other leaders rather than being the
self-appointed benevolent dictator! A
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delegating and nurturing leader is almost
always open to feedback.
Youth leaders need to be aware of the
importance of gender balance in the
leadership group. Simple gender stereotypes
expect males to be doers and females to be
nurturers. As a woman and a youth leader, I
have maybe been even more aware of this.
Taking in a situation, seeing which people
show the need for someone to talk to, comes
naturally to me, yet I have seen several male
colleagues ignore a person for the process.
Sometimes male teens find it difficult to open
themselves to a woman, but easier to a 20somethings male. Similarly, many young girls
need female role models in ministry in order
to see that there are many ways they also can
serve God. A good leadership group needs to
have leaders of both genders in a good
balance. “Since good discipleship is good
role modeling, one of the basic ingredients of
discipleship is to have positive role models of
both sexes in front of your kids (Burns, 1988,
p. 70).”

Nurture
“Good youth ministry with a real impact
takes time and nurture (Burns, 1988, p. 19).”
Being a delegating leader must involve
nurturing your volunteer leaders and seeing
their needs. It also includes making sure they
are not overwhelmed or burned-out, which
can happen if they get too much responsibility
too quickly. Having a nurturing mindset also
means the leader clearly perceives which gifts
the trainee leaders have and where they fit in
the youth ministry. A nurturing culture in the
leadership team results in leaders that are
happy in their tasks, enjoy being together and
improve their own nurturing skills.
Volunteer leaders learn how to nurture by
observing a youth leader modeling the desired
attitude and behaviors. They, in turn, begin to
see the individual needs of young people
around them. Making this part of leadership
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team meetings further enhances a nurturing
environment. This approach helps the social
and emotional development of the teenagers,
and especially their spiritual development. In
the youth ministry setting they encounter
youth and young adults who are deeply
spiritual and personally interested in them,
which encourages them to get involved
practically and spiritually.

Application in a ministry setting
I am using the example of camps for this
way of leading youth ministry, but it can just
as well be used in running youth ministry
week to week in a local church setting. My
own experience is in a smaller, European
context, with smaller groups of both
participants and leaders, as well as less
funds. This is far from the North-American
“mega-camps.” But leadership style will
always influence the whole group, trickle
down from the top, and influence atmosphere,
attitude to rules, and human interaction.
Because the volunteer leaders are so
involved in the process and details of the
youth ministry as well as the overview and
mindset of the leadership, there is a
cohesiveness that creates a team approach to
the camp environment. Leaders interact with
youth and teens with an awareness and
purpose for the spiritual goals of any
particular day as well as the uniqueness of
the individuals at camp, since this has been
part of the leadership team discussions. This
type of environment creates trust with the
youth and teens who attend youth ministry
events. With confident leaders setting the tone
and implementing nurture, the young people
feel safe, noticed as individuals, and they
have loads of fun.

Stages in Delegation
This model includes delegation in all
stages for a national teen camp.

1. Planning. The camp leader selects leaders
to assist as leaders. Youth can apply or
request to be on the leadership team. The
camp leader schedules regular planning
sessions so the leadership team receives
instruction as well as the experience of
developing into a team for ministry.
2. Preparation. The time leading up to the
start of camp presents an opportunity for
the delegating leader to show confidence
in the volunteer leaders. This includes
checking up on them to monitor progress,
affirming them, and providing support
where needed. At times this involves
problem-solving as well.
3. Camp-time. This is when the teambuilding, delegation and nurture really pay
dividends. By this time, the leadership
team should be a group of people who
know each other, pray together, laugh
together and work well together. During
the sleep-deprived week of camp, this
provides a tremendous reservoir to
accomplish the desired goals. With a fully
developed team and an awareness of
each other’s gifts, dividing up the duties
becomes an easy task. However, the
youth leader must remain vigilant in
maintaining the atmosphere and practice
of nurturing with the other leaders in order
for that to continue to the campers.
4. Post-camp evaluation. This is a crucial,
often-neglected tool for both leadership
growth and nurture. Take your team out
for at least a meal, if not a weekend,
where you look at the results of the
camper evaluation sheets, take time to let
everyone have input—positives and
negatives, things to be improved, dreams
for the next year. This is the camp leader’s
opportunity to show appreciation for the
leaders as well as to heal wounds, listen
to concerns and build the foundation for a
team for next year’s camp.
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A solution to a problem we had at camp
illustrates the value of a leadership team with
delegation and nurture. While planning
communion at a teen camp, the leadership
team had trouble seeing how the footwashing component could work. We had
quite a few un-churched teenagers at camp
who had never experienced foot-washing, yet
we wanted to keep that as part of the
program. We anticipated it could easily
become a joke instead of the humble and
spiritual experience it is meant to be. Under
the Holy Spirit’s influence, the team came up
with an idea that worked incredibly well. As
the teens came in from a hot day in which
many had been running in sandals or
barefoot, the leaders were all waiting with
basins and towels to wash their feet. The
candlelit hall became very quiet as leaders
washed the teenagers’ dusty feet, prayed with
them, and hugged them. Later, when I told
them the Bible story of the first Communion, a
hush came over the room as the teenagers
had just experienced what a servant-leader,
following Christ’s example does. I am sure
one reason this idea came to us was that the
group was already a cohesive unit through
nurture and sharing responsibilities as our
way of doing youth ministry.

Nurturing Camp Support Staff
Youth ministry includes support staff in
addition to the youth and their leaders. Local
churches as well as camps have support
personnel who prepare food, open churches,
provide transportation, set up and later clean
up facilities. They are important to youth
ministry, too! Nurturing and empowering
support staff broadens the atmosphere of
nurture and delegation, and models
consistency throughout a camp or a church.
I have seen well-planned and creative
camps destroy support staff for lack of a
nurturing leader. It is crucial to catch
problems before they happen. For example,
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touch base with the kitchen every day to see
that everyone is working well together. Find
out if the kids are behaving well towards the
kitchen staff, communicate if the food is
appreciated. Simply listening and showing
that you as a leader care about the concerns
of the support staff, can prevent many crises.

Finding the Balance
As a youth leader and camp director, one
must be willing to share the spotlight, to let
volunteers in on the process, and not be
controlling. Delegating and sharing
responsibility does not mean letting the “lure”
of being one of the gang blind you into letting
go of your judgment. You are the adult, the
leader at camp. “Finding that balance
between being like the youth you would lead,
and providing a role model they can follow, is
often a confusing task…Accept the young
people you would lead – exactly as they are –
and give them an example of what they can
become (Gane, 1997, p. 70).”
Delegating and nurturing leadership has
to be very intentional. Do not fool yourself into
thinking that you can just let youth in the
leadership team do everything while you do
nothing. Pray for them, pray with them, notice
them, take time for them, be a visible leader
who is open.
We once had a young 17-year old join the
leadership team at the last planning session
before camp. He came with his church youth
leader and was going to work as a camp
assistant. It was not altogether a positive
outcome. He had not been part of the process
of building the team. He didn’t yet embody the
full spirit of the team. He was a bit immature
for his task and bragged to the other
teenagers during the camp about being staff. I
was worried at the time. But we continued to
nurture him and give him responsibilities that
fit his gifts. The selection process of building
the leadership team necessitates great
caution. But taking that risk proved to be
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simply a beginning for the young man. Today
that same young man is a youth leader with a
team in his church, running a monthly youth
meeting in which many un-churched youth
come regularly to church. Who is to say what
effect the example of the other youth leaders
had on him? “The Christian Community (the
church), in assuming the responsibility of
nurturing its youth, will actively involve itself
in the growth and development of every young
person under its care (Gane, 1997, p. 196).”

Conclusion
The youth leader who is intentional about
delegating to trainee leaders and has a
nurturing approach to interaction in ministry
will find this model useful. I have found it a
successful way of doing youth ministry by
modeling respect for each other. It also
develops skills and nurtures the emotional
and spiritual aspects of the youth. They learn
Christianity from the example of the youth
leaders and are inspired in their personal
relationship with God.
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